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Thf  plot  is  United  to  selected  commands  and  «fimci<t«  that  went 
*sr?*tvd  *r  significantly  aflected  by  the  Reorganisation  {i.c.,  Force: 
Cowund,  Training  and  Doctrine  Cossaid,  Health  Services  Ccanend, 
Concepts  Analvsii.i  Agency,  and  Operational  Test  and  Evaluation  Agency] 
The  individual  pcrforeauce  Measures  within  the  plat)  are  specifically 
related  to  thr>e  commands  and  ageticf.es  as  veil  as  to  the  four  Mjcr 
goals  of  the  Reorganization,  These  goals*  are:  (1)  iaprove  Army 
readiness  of  botn  ,-iCtive  and  Reserve  Components,  (2)  hnme&rt  schools 
and  combat  develop  went  activities,  (3)  iaprove  the  quality  and  re* 
a pons i von css  of  wnagi  nent , and  (4)  reinforce  the  role  of  the  in- 
stallation coauR(h>r. 

The  basic  analytical  approach  involved  a disciplined  identif icatio* 
of  specific  organizational  subgoals/objectives,  development  of  areas 
for  aeasureKiit  and  weans  of  their  measurement,  and  finally,  develop- 
went  of  the  integrated  evaluation  plan  to  include  analytical  tech- 
niques, The  study  used  techniques  and  ta-Uhodi  of  effectiveness 
analyses.  Ti  e plan  provides  for  good  use  of  existing  data  systems 
or  new  systems  being  established  as  the  result  of  the  reorganization 
to  collect  data  for  the  evaluation.  In  soae  cases  the  forwulation 
of  performance  treasures  directly  into  adequate  quantifiable  font  is 
not  possible  and  qualitative  considerations  in  the  fora  of  surveyo  oi 
special  analyses  uust  play  an  iaportant  role  in  assessment  of  the  ef- 
fectiveness of  the  reorganization. 


The  evaluation  plan  consists  of  five  separate  detailed  assessment 
flM? — one  tor  eac r<  of  the  t < vc  coMan<>«  and  agencies  to  be  evaluattq- 
Each  of  the  detailed  plans  is  organized  according  to  selected  areas 
far  measurement,  with  each  area  containing  a varying  nuober  of  per - 
format ce  measures.  The  areas  for  measurement  are  basically  functional 
categories  used  to  he  In  managers  at  HQ  DA  and  elsewhere  f r the  Army 
to  focus  their  attention  on  the  broad  man&geuent  concerns  associated 
with  each  of  the  organizations.  The  actual  data  collection  effort  eafl 
which  any  evaluation  must  be  based  is  determined  by  the  performance 
measures  of  which  there  are  8S. 


Tne  individual  performance  measures  can  serve  several  purposes:  i 

(1)  provide  an  indication  of  perforwance  effectiveness  in  a specific 
area  of  concern,  (2,  be  used  in  combination  with  other  measures  to 
develop  an  overall  pictire  of  effectiveness,  and  (3)  serve  as  the 
basis  for  identifying  opportunities,  formulating  policy  alternatives, 
and  taking  action  w,th  regard  to  the  management , organisation,  and 
operation  of  activities  designed  to  achieve  the  mission /function 
covered  by  the  measure. 

An  important  ure  of  the  evaluation  plan  will  be  as  a .to-wxi  amass 
of  comuni  cation  for  assessing  the  effectiveness  of  the  COX'JS  Re- 
organization by  those  involved  in  the  assessment  process  <l.e.v  the 
commands /agencies,  AAA,  1G,  and  Army  Staff). 
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PREFACE 


This  report  presents  an  evaluation  plan  designed  to  assist  the  Army 
in  the  overall  assessment  of  its  effectiveness  In  term*  of  the  goals  of 
the  CONUS  Reorganization  - 1973.  The  report  consists  of  four  volumes. 
Volume  I provides  an  executive  summary.  Volume  11  contains  the  detailed 
plan;  it  Identifies  measurement  areas  and  perfocaance  measures  and  relate* 
the*  to  specific  commands  or  agencies  and  goals.  Data  collection  and 
analytical  techniques  are  discussed  in  Volume  Til.  Background  information 
on  the  development  of  the  plan  to  include  information  on  study  team 
visits  and  o nervations  Is  provided  in  Volt®-'  IV. 

The  background  material  and  information  required  for  the  study  could 
not  have  been  assembled  in  the  time  required  had  it  not  been  for  the  un- 
stinting cooperation  of  many  individuals  in  the  commands  and  agencies 
included  in  the  evaluation  plan.  The  critical  reviews  of  Tasks  I,  II, 
and  III  «er?  most  helpful  in  narrwiuK  the  evaluation  plan  to  senagesble 
size  and  scope.  Although  these  command  and  agency  inputs  contributed 
greatly  to  the  plan’s  development,  the  final  recommended  plan  is  the  sole 
responsibility  ar  the  authors. 

A particular  debt  of  gratitude  is  owed  to  Colonel  Paul  Raiaig,  the 
SAC  Chairman,  LTC  Robert  Michel,  and  LTC  Win.  ;ld  C.  Frank,  all  of  the 
Office  of  the  Chief  of  Staff,  US  Army,  for  their  time guidance  and 
assistance  throughout  the  project.  LTC  Roberr  K&ulkender,  Headquarters 
FQRSCOM;  LTC  Mark  Hoke,  Headquarters  HSC ; and  Mrs.  G.  C.  V.iUiket.,  Head- 
quarters TRADOC,  were  particularly  helpful  in  coordinating  visit*  and 
study  papers  within  their  respective  commands. 

The  manuscript  was  patiently  prepared  by  Mrs.  Betty  M.  Shifflett 
and  Mra.  Elizabeth  Ficklm  of  General  Research  Corporation. 


CONTENTS 


SECTION  PACT 


PREFACE 

ill 

EXECUTIVE  SUMMARY 

i 

I 

miELCFNBJT  OF  KVALUATI  *M  PL  AX 

(To 

Vol 

ID 

2 

OVERVIEW  OF  EVALUATION  PLAH 

(In 

< 

0 

ID 

3 

USES.  LIMITS.  AMD  POTENTIAL  EXTENSIONS 
OF  Ti'flE  PLAN 

(In 

Vol 

ID 

APPENDICES 


A 

Detailed  Assessment 

P lan 

for 

TRADOC 

(In 

Vol 

ID 

B 

Detal led  Assessment 

P lan 

for 

FORSCOM 

(In 

Vol 

IS) 

C 

Detailed  Assessment 

Plan 

for 

use 

(In 

Vol 

II) 

D 

Detailed  Assessment 

Plan 

for 

CAA 

(In 

Vol 

II) 

E 

Detailed  Assessment 

Plan 

for 

GTE  A 

(In 

Vol 

II) 

P 

Data  Collection 

(In 

Vol 

III) 

G 

Analytical  Techniques 

(In 

Vol 

III) 

H 

Summery  of  Tasks  and  Their  Relationships 

In  Development  of  the  Evaluation  Plan 

(In 

Vol 

?V) 

l 

Visits.  Ob  ‘rvations 

i , and 

i Preliminary  Assessment 

(In 

Vol 

IV) 

REFERENCES 


ABBREVIATIONS  AMD  ACR0HYNS 


24 


EXECUTIVE  SUMMARY 
CtWTHNTS 


PURPOSE. 

SCOPE 

IfffETUS  FOR  EVA!  CATION 

BASELINE  FOR  THE  ASSESSMENT 

ASSESSMENT  APPROACH 
Piiranrt^ra 

Approaches  to  Assessment 
Models  tor  Analysis 

?C  THOM)  LOGY  FOR  PLAN  DEVELOPMENT 

OVERVIEW  OF  EVALUATION  PLAN 
Performance  Measures 
Reporting  Frequency 
Levels  of  Effort 
Pre-Reorganization  Comparison* 

USES  OF  THE  EVALUATION  Pl.nN 

LIMITS  OF  THE  PLAN 

i JTEMTIAl  EXTENSIONS  OF  THE  PLAN 

SUMMARY 

REFERENCES 

AIMS  DEVIATIONS  AND  ACRONYMS 


vi  1 


KSoUffy 

1 PhMti  of  0!||M(u(ion*l  hhsytor 

2 B*  jrcte<£  Mode  l Ap^rasdwa 

TABUF, 

X Evaluation  Plan  Suosary 


viij 


fcXJUmVr  SUMMARY 


PURPOSE 

This  repurr  sunKiruvs  an  evaluation  plan  based  on  selected  perfor- 
mance measures  which  wis  developed  to  assist  in  the  overall  assessment  of 
the  ef l«r. tiveneiis  of  the  US  Army  In  terra  of  the  fulfillment  of  the  goads 
and  objective's  of  the  UOSUS  Reorgan  i sat  i on  of  l*f?5  Tire  plan  fa  intended 
to  cofflrrail  other  evaluation  muns  such  as  commanders  * personal  rstiMtcs 
and  reviews  by  Department  of  Arw  specialized  agencies  v for  example,  the 
Office  of  the  l-  pec  tor  General  and  toe  Amv  Audit.  Agency. 

i'COPfc 

The  plan  is  Hauled  as  specified  by  the  study  sponsor  to  selected 
rosaunds  and  agencies  that  were  created  or  si«ni  t iratu  iy  at  recced  by  the 
Re organ!  ration,  i.e..  Forces  Cosnrand  (FORSUOM) , Training  and  Doctrine 
( ootMioi  (YRABCC) , Health  Services  Command  (HSC)  , Concepts  Analysis  Agency 
(CAA),  and  Operational  Test  and  evaluation  Agency  (OTFAl . The  individual 
performance-  measures  within  the  plan  are  specifically  related  to  these 
cowhki ds  and  agencies  as  veil  as  to  the  four  major  goal?;  of  the  Reorgani- 
sation. Those  goals,  also  provided  to  the  study  traa  by  the  sponsor,  are: 

• improve  Artsy  readiness  of  both  Active  and  Reserve  Components. 

• Harness  schools  «nd  combat  development  activities. 

• lapiove  the  quality  and  responsiveness  of  r art  age  men  t. 

• Reinforce  the  role  <.  the  lost al iat ion  commander. 

The  goals  are  refinement.*-:  of  several  statements  of  guidance  and  purpose 
which  had  b^.en  the  basis  tor  the  advance  planning  process  nned  by  the 
Amy  to  develop  the  overall  f.ONl'S  Reorganization  plan  The  goals  suv- 
w>rized  the  hamc  thrusts  of  the  Reorgan  i zaf  t on  and  served  the  significant 
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purpose  of  fndicat  ing  iht  Ji  ri-rtionii  toward  which  twnu?  detailed  plunniiig 
«md  implementation  ilmuM  be  iu  Bth’ri. 

IMPETUS  EOS  l. VALUATION 

The  impetus  for  * formalized  osscAsnent  of  the  CCNIJS  Reorgsn  l rat  1 m\ 
ot  19? S wan  a product  of: 

* The  intense  interest  of  top  As  «v  management  fr,  *n  overall  j u»»e*a- 
m*nt  of  the  perforwnc«  of  the  five  specified  organiisat i«ur. 

• The  extreme  importance  of  the  reorggn i rat I ooal  changes  that  occurred 

« ficcoMcndarkflA  from  external  Routers  tor  a follow-on  evaluation. 

Experience  and  a aerie*  of  aanagcuwn  t studies  during  the  period 

1966-1*#  72  had  identified  and  defined  important  probiewo  under  tlv?  LONAKC-CdC 
concept  ot  organisation.  Nm  cover,  declining  manpower,  Sncr^anltig  costa, 
and  reduced  purchasing  power  all  pointed  to  rhe  need  for  realignment  and 
strengthening  of  various  Army  elements.  Tup  Arne-  man  age  went  wanted  to 
have  a means  *i  assessing  overall  organizational  performance  within  CONUS 
in  a routine  manner  which  would  Rtisist  in  managing  ongoing  operations  nlue 
encourage  the  design  and  implementation  ot  arty  needed  changes  in  the  future 
without  excessive  delay  and  turbulence. 

The  very  real  importance  of  the  changes  which  occurred  because  of  the 
iv 73  Keo roan l tit ,<m  w»u  another  factor  vn  the  impetus  for  the  drve lopsenf 
of  this  evaluation  plan.  In  the  past  St  had  been  decided  that  CONARC’s 
span  of  control  was  too  broad  to  manage  both  t!ie  readiness  and  training 
missions  with  proper  effectiveness.  But  now  the  question  was  whether  two 
co-equal  commands,  FORSG0M  and  TRADOL,  each  with  command  over  assigned 
insr a 1 lat i ons » evu; d fulfill  their  Missions  cooperatively.  In  the  pant, 
the  separation  of  combat  developers  f-.om  the  service  schools  had  resulted 
in  the  inability  to  utilize  combat  developments  resources  with  the  desired 
effectiveness.  Now  the  question  was  whether  the  inclusion  of  the  Combat 
developments  Command's  elements  within  the  new  TRADOC  structure  would  re- 
sult, in  fact,  in  the  closer  integration  of  combat  developments  products 
and  activities  with  the  actual  needs  of  decision  welters  and  trainers.  Each 
of  the  new  organ  1 rat ions — frOKSOOM.  TRADOC,  NSC,  CAA.  YTEAr — brought  with  it 
new  quest  ions.  All  of  these  questions  focused  on  a single  concern:  Would 

the  new  structures  help  the  Army  do  its  job?  Answers  to  this  concern  were 
essential  if  further  improvements  were  to  be  planned  and  imp  lean?  a ted 
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«>H#cUwly.  fhe  tr  po  r t suce  of  <**ch  organUjti  Imi  •u  mi  nnion  underscored 
the  necessity  that  mend*  in  organ  t rat i on* ! port  onumu1  be  identified  and 
analysed  before  the/  developed  Into  or  gsn  i tat  ions  J crUi’s  requiring  Jr*- 
static  correct  Aw  arrioe. 

Providing  still  mother  Impetus  Cor  tire  development  tf  this  ewmlum- 
tlwci  plan  w«e  the  interest  of  Coegress  and  its  investigative  agency,  the 
General  Aremstting  Office.  la  part  this  irterest  stemmed  J rou  Congressional 
concern  for  the  increasing  coats  of  MwipoMT  and  weapon  systeiM,  and  the  d^ 
a ire  to  iapiow  the  ratio  of  combat  to  support  renourtvs,  In  part  thin 
Interest  reflected  one  of  the  conclusions  of  the  lJU)'a  report  on  the  Re- 
oTgatti  latiovi: 

We  believe  that  Civs-  Ar my  recognised  the  need  for  organi- 
zational change  and  accoagt  1 i rhed  th*t  coop  lex  and  diffi- 
cult task  of  planning  sst mfactorJ.iy.  The  Army  should 
establish  a formal  evaluation  crdi.wU*  to  measure  the 
effectiveness  c.l  its  new  organ!  /utfuii.  - , The ...  f indings 
should  be  available  to  the  Army's  key  decisionmakers  for 
periodic  review.  This  should  he (p  insure  that  the  reor- 
gaui znciun  goals  and  objectives  are  met. 

BASELINE  FOR  THE  ASSESSMENT 

Three  plausible  baselines  were  considered  for  Lhe  evaluation:  past 

performance,  theoretical  standards  of  desired  future  performance , and 
trends  In  real  preaeni  performance  compared  over  time.  The  proposed  eval- 
uation plan  centers  on  the  third  baseline.  Its  aim  Is  to  define  reasonable, 
acceptable  criteria  and  to  identify  sources  of  data  which  will  he  suffi- 
ciently stable  to  permit  a series  of  iterative  evaluations  tor  the  pur- 
poses of  identifying  trends  in  performance. 


Comptroller  General  of  the  United  State:;,  The  Arnty  Keorganl cat  ion 
for  the  19  /Os  ? .«n  Assessment  ot'  th“  P l ann  i n jj , IX  >0  B-  1 72  70 7 , August  1 3 , 
19  7 i>p_  19-  20 . 
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A ccwperisoa  of  present  organizational  gwerfcffiwarace  with  t be  pent 
would  I awe  focused  » the  comparison  of  the  CflMABC/CnC  concept  with  the 
p resent  r0SS00M/TRAD0C/l£SC/CftA/0TKA  cceiocpt.  Ccm^O'iablut  criteria  «od 
scarce*  of  data  would  have  been  u ecesaary.  The  data  6m  for  such  a owe* 
parlson  Is  tocoapkte,  and  totally  afcaeot  Ja  oowral  InstfiEjCMi  since  past 
organisations  had  no  reason  to  anticipate  the  requirementst  of  the  rwalu- 
at  Awn  plan  now  being  developed.  Re  cause  of  this  mA  the  vnlf<fcel>.feo£-»J 
that  the  Amy  would  consider  reverting  to  its.  former  configuration,  com- 
parisons >ith  the  post  could  only  be  incomplete  and  -of  partial  value. 
Kcnetheless,  this  approach  la  recognised  in  the  preaeat  pl«n  where  indi- 
vidual measures  are  categorised  according  to  the  availability  of  data 
for  past  comparisons . This  is  dene  because  of  the  Amy's  desim  to  mkr. 
at  least  broad  judgments  as  to  the  advantages  and  disadvantages  of  the 
Reorganization  in  co&qparison  with  the  past. 

A comparison  of  present  performance  with  desired  future*  performance 
would  have  required  that  Any  Managers  establish  theoretical  performance 
standards  including  the  specification  of  the  coadi flows  un^ler  whitib  those 
standards  could  be  attained.  The  Army  did,  of  course,  articulate  the 
four  major  goals  of  the  Reorganisation.  These  goals,  broadly  ccoceitvd 
am  they  were,  served  to  point  the  Reorganisation  planners  and  the  orfynd- 
zsticss  thi :y  designed  toward  generalised  directions.  But  these  goals 
did  not  provide  criteria  of  success  or  failure,  dor  we r such  criteria 
provided  elsewhere  in  the  planniug  effort.  Army  amagmut  desired  to 
build  into  its  organizations  the  capability  of  adapting  flexibility  to 
changing  environmental  conditions.  The  setting  of  narrow  performance 
criteria  would  have  restricted  unnecessarily  the  ability  of  managers  at 
the  cuwnmd  and  agency  levels  to  revise  their  internal  structures. 
Improvement  u-  future  performance  is  recognized  In  the  assessment  plan 
as  a natter  squiring  the  selection  by  Army  marsgers  of  timely  strategies 
and  techniques  aimed  at  meeting  perform ance  objectives  suited  to  specific 
situations  rathe--  than  presuming  to  anticipate  those  situations.  Infor- 
mation developed  by  this  plan  should  help  sake  thosve  decisions  more  ac- 
curate and  effective. 
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The  proposed  evaluation  plan  the  third  baseline:  trends 

in  real  present  pcrfonran«-r  core-pan  t-ri  .wsr  ti*o'.  5t»ch  a baseline  vssa 
the  initial  d.t;a  collection  to  establish  a point  of  eotr.ar  isc-p  for  future- 
data  cal.,  ctinns.  it  rest  ins  the  rr_,poni,ibi  if  1 y of  ‘.rs'v  ye  rs  to 

cxaaioe  Lite  actual  measure menus  and  trends  to  determnev  if  pea’femaoc.j' 
is  acceptable  »der  conditions  existing  at  the  time.  It.  alto  remains  the 
responsibility  of  A rav  manager.'.  {■?•>  > ,:ke  such  correct  1 v?.i  uctVops  rs  way 
seen  required  and  to  in^l-ttsent  evaluation  rc'  .vities  to  determine  if  those 
corrective  actions  were  approprt nu  ' : fact. 


ASSF.SSKu.NiT  APd POACH 
PacaKett-rs 

The  evaluation  plan  bar  been  formulated  vtthln  guidance  provided 
by  the  ape *?r  .*r.  1'hir  guidance  onaphasi/ed  she  needs,,  Ctrc' , to  util, .He 
*s  vesting.  data  ««<d  reporting  mechanisms  to  the  pa.Hi  Sana  possib>«  e Went . 

«nd  to  emphasize  staplf  : »tv  in  the  plan,  kwepi^p.  the  uu**»r  c** 

*av#ures  to  a *rfm.auj».  This  guidance  appeared  to  “nvet^'u  chti  pbj  *'v.\ivs.* 
Co  produce  < a evst  loot  lor.  j*1pm  which: 

• cm  3d  provide  adeqjaie  coverage  of  key  areas  by  sampling  of 
selective  Indicators. 

• timid  he  reported  ir.  coin  rise  terns. 

» could  provide  eojqrarablw  -data  suitatlt  to  trend  cnnlys^  y. 

• could  be  administered  with  miaier.!  acutionul  re  soiree  require- 
Bents  at  HQ  DA  or  at  the  iffected  rowrtiods  an. 5 agencies. 

• would  be  accepted  :i  txasenablo  repo;* mg  '’equit*et<’tlw  by  itw 
various  commands  end  agmicKe;-.  f <ror  vhc»w  i~  four.::  ties*  would  bo  collected. 

• could  he  *■»«■  1 by  the  Atvty  l tee  if  with  lit  vie  or  no  dc^ndontY’ 
on  outside  'tmtracicrs. 

This  guicujitc-  affccte.]  th.  design  of  the  sr  udv  in  two  principal  a'.ya. 
First,  every  effort  v.-s  nude  to  avoid  ntv  reuniting,  ro.-jr  rerjents . Hivs, 
in  sorjc  instanct  ;• . a fatisfarlnry  cris!  Inf  n-jnrr  w.;s  included  ir.  pref- 
erence to  designing  a new  date  H-quironn'.  which  wiglu  have  provided  a 
none  evict  description  oi  a panitulai  . Second,  the  need  to  achieve 

a relative  simplicity  of  design  that  the  asst-esi.ient  plan  would  have 

to  ave’d  utte  pyraruidir:;*  of  near.ure  upon  "v -.if-  re,  a n orbed  which  nssmner. 
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that  ow^all  org-iai national  perf oraance  can  be  unde rst vod  as  a series  of 
direct,  c- usal  relationships.  Given  the  n onerous  external  influences  upon 
organ!  zatioiiaj  performance  throughout  the  A^zy,  such  pyramiding  would 
have  been  very  vulnerable,  to  in.'icuracio^. 

Approa<i s e r to  Asse,-.'  roct it 

Vnthiii  the  pa reset era  ewtablished  by  the  sponsor's  guidance*  the 
applicab i 1 ity  os'  bath  of  the  traditional  approaches  to  the  analysis  of 
organizational  effectiveness — th"’  goal  approach  and  the  functional  ap- 
proach— were  examined.  In  the  end,  a hybrid  approach  was  adopted  because, 
while  the  lour  major  goals  Here  proscribed  :y  the  Army,  the  dynamic  nature 
of  the  Army's  operation  also  requires  ?he  use  of  .'he  organisation  itself 
as  a frarze  of  reference.  The  importance  of  the  functional  approach  was 
emphasized  by  the  fact  that  the  Army  underwent  twi  tddiLional  reorgani- 
zations of  major  magnitude  (reductions  and  realignment.';  of  the  Amy 
Staff  and  reductions  of  oversea  headquarters;  during  the  preparation  of 
this  evaluation  plan.  Both  of  these  reorganizations  in  some  measure  im- 
pacted on  the  commands  «u.d  agencies  to  be  evaluated.  Furthermore,  the 
four  goal:,  were  stated  not  as  final  conditions  to  be  achieved  but  rather 
as  Intentions  to  inz>rov<  the  perfortsance  of  leur  crucial  functions  vhsch 
cut  across  organizacio  lai  boundaries  in  mny  instances. 

Models  for  Analysis 

Several  models  f or  analysis  were  considered  in  the  design  of  the 
^vxluation  plan-  For  the  purposes  of  this  study  s modified  systems  model 
based  on  Mir  phases  of  organizational  behavior  (Figure  1)  was  used.  This 
wcvk*l  emphasizes  the  flow  of  rt sources  and  ..  ivities  found  in  each  of 
the  five  toyman ds  and  agencies  Without  attempting  to  place  the  five  or- 
g^nizoticsis  withit.  a single  cumjn  system. 


-» 




TiirJjG'HVf  j 


*■ 


OUTTUT 


Fig.  1 -riiases  of  Organizational  Ueha/ie- 
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The  i low  of  re.. r%  .-s  and  activities  in  ..  ..<  h or gra i 2;.i t < on  was  de- 
fined luviuf,  t. s s 1 e' « • basic  pha:.*-*,:  input  thr,  u»-.bp*it  , 'aid  output. 

Wlit-rmi  pi.vsi'ilf,  r,*,’ *: ur<";  rf  output  Vi.ro  y <\  since  tit*  guestlort  of 
organ:  on. ,1  ci‘,  . w’O'.-:  j*  ,y  ■ ential  ly  a >k  st  ior:  e »'  nn  organization's 

ibiJHy  to  produce  , -.tret’  « n.i  > : ■ '.-.'in  r*  hue  put  r.  .inures  verv  not 

readily  available,  c»e.suri-5  of  input  and  throughput  wet.  used  if  it  could 
be  rear ably  as.->uin>' J that  rt-.-,  ;>i*i  in  those  i'  p :t  and  ll..c«*'hput  factors 
voulci  directly  affect  the  pn  iu>  tioi  of  out. it  tf  . For  t >;,:r  p , TDa  figures 
represent  an  input  fart  r (u.  •npo-ser)  which  it  nresuved  to  influence  the 
workload  porf o^red  dui  ing  a j'iuv.  year  '»v  a pv  •*•  i orpatii  ,.ati on. 

Several  otht  r r-juielt.  af  or,"  - i v at  i cu.-. 1 inn^v.i.*;  vt  rf*  considered  hut 
rejected  tiicurc  7 ) „ Mode  1 . ha  e<!  on  orpreii  ::rf : * na  I Jh.  or/  'm  reject  r & 
in  lavg,  part  because  : o rtanv  of  t!u  r,  e-c  hat  eu  on  nssucr.pt  ions  concerning 
CHpicr/cc  satisfaction  or  "psyeholosle.il  < entrails"  ass. .::•<<!  to  exst  avrng 
an  organization's  merhers.  Organisat  ional  th  --irv  ned.  is  also  tend  to 
emphasize  factors  rfi.cting  <•»  g ' .:ct  f onal  .iiirviv.il,  con.'i  daring  senivai 
as  the  ultiii'.te  v.u put . “ ‘r,«e  A:r.y's  concern*  relative  ’o  the  1073  Re- 

organization, hcwfvr,  w<  re  less  thtnrctic.il  and  avaro  practical,  more 
concerned  with  the  sptiif*c  f ut,:t  ions -••r*uch  as  readiness,  training, 
materiel  testing,  health  cere,  ,.:i  lyUcal  studies — tint*  the  five  organi- 
zations were  expected  to  fulfill. 


OKAJll/AIlu.fi 

TMCORY 

HSU'S 

KSitS 

EtfrXKIS  of 
NDPMRiSlfcATjjGfil 

Vrawtws 

SsnmciTr 

fuiwiw 

KttinoiY 

FltMlllITt 

Okwiuiiw 

Auimcumty 

fexc**iurr 

fiMNUI 

SrtCIALE«T.OS 

Ecokoky 

COOUHNAYUM 

Sr  mi  or  comirol 

AfCEPTABSUTV 

COVTNtM. 

list  AMD  STAFF 

Fig.  2 — Rejected  Model  Approaches 
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c'ystiii>  i go  nodds  Wvtf  rejected  bcr'.ist-  thvy  tend  to  be  too 
coa^- 1 elvens i w !n  >coj  ^ lor  t»c  purposes  of  ibis  stuiv.  Such  isodc'lf  i.n- 
phasirc  'he  rc  i.n  coo.sh:  •«  of  organi  z:tt  i ons  lo  their  external  c nvi  roepents 
as  weli  i>  tin  conplrx  relationrhips  awng  the  internal  parts  t:f  each 
organization.  Ise  of  a systen  model  would  have  directed  manage  r;?nt  * *> 
attention  to  smh  ir-sues  as  ceranu; i eat  2 on  and  policy  r iking  between  and 
within  organs.  .tiens.  The«e  issu  -s.  however  import. ml  in  then? elves , 
were  not  a|pro;niatt*  to  the  re<;u»  leaents  ot  the  study  sponsor.  Moreover, 
the  cost  of  irpleDcntlng  ass  adequate  system  evaluation  plan  vojld  have 
been  p i oh  i h i t i re . 

Finally  , organ iuati oral  analysis  model*  eased  «>n  tne  r. o— called  « 1 e- 
nenis  of  autaini  strati  on  were  aV*.o  corsi  tiered  and  rejected  for  the  purpose? 
of  this  stud}.  These  code  Is  start  with  st>at  definition  of  the  functions 
of  aanagerv.  at  — such  as:  plan,  organize,  control,  coordinate,  evaluate — 

and  rei;tt<  those  f mu*  ions  to  an  organization’s  prrfontantf . Rut  the 
concha*  is  of  these  t.-dc  is  is  or.  th<-  activities  **f  rumages  thetsclws 
rcthet  than  -.a  tltu  e»»  r *H  perfo; •■.mcc  cl  th*  orgnn; sat • un. 

<i.  y *v.g  v:.\x  iri.vi.u*-’?: -:\r 

The  avthodn !,»;•%  t »t  tin  dev*  loomont  of  the  evaluation  plan  eahr.ic  d 

Severn,  is  > Cn*iics: 

a Review  and  analysis  of  Amy  (iocuttoiiiation  ol  the  Rcorgani zatioi 
of  1973  and  earlier  reorganization  studies. 

• Identification  of  innovative  changes,  resulting  interrelat io:i~ 
ships,  a:iu  the  subgoals  and  olejec  i ves  of  the  five  organizations  Involved 
«n  the  i v.ihi.u  i<>:i . The  interrelationships  among  these  organizations, 
nine  major  fuiut  tonal  areas,  and  the  Reorganization  goals  also  were 

dz fined.  (Appendix  il  tetai.'s  this.) 

• Selection  of  specific  areas  for  measurement  and  performance 
measures. 

• Identification  of  supporting  data  elements,  their  sources  and 

frequency  of  coi  h;  t and  in-al vt  Ic,:l  teehniques  to  be  »ss-‘d. 

Conph  t mu  of  the-’e  task-,  was  facilitated  by  visits  to  a repre- 
sent at  ive  sar*ple  of  l lie  activities  affected  t»v  the  Reorganization  rod 
di  kciiss  i osis  with  several  cr.mariders  and  Staff  members  at  the  various 
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level*  within  COWL'S . (App.*n«!i*  1 provides  a recap  of  visits  ana  observe-- 

t 

ti m.)  their  inputs  regarding  measurabt  tlty  , istportt^ce.  and  cM^ndMa- 
siwnm  of  measures  helped  conalderabiy  in  further  refning  end  ) talcing 
the  mu  for  eeanurewnt  end  their  related  performance  mature*. 

0VEKVIKK  OF  EVALUATION  PLAN 

Table  1 is  a summary  of  the  proposed  evaluation  plan.  The  y-erfor- 
MMoe  measures  are  grouped  into  tsia  aiSBMrr  evaluation  areas  that  easily 
relate  them  to  Amy  missions  and  operations.  Each  performance  measure 
also  applies  to  one  o tow  romnda  ,*..d  to  one  or  more  of  the  four  major 
goals  of  the  Reorganl  tattoo  that  an  identified  in  the  plan  by  letter* 
as  follow: 

A - iaprove  Amy  readiness  of  both  Active  and  Reserve  Components 
Forces . 

B - HamoiB  schools  arid  combat  developments  activities. 

C - Iaprcie  the  quality  and  r.espons ivcteu  of  annageamt. 

0 - Reinforce  the  rule  of  Che  insttli.it.icu  comm  der. 

Performance  Measures 

The  Individual  performance  measures  can  serve  several  purposes: 

• Provide  an  indication  of  performance  effectiveness  In  « specific 
area  of  concern, 

a Be  used  in  combination  w.th  other  measures  to  develop  an  overall 
picture  of  effectiveness. 

a Serve  as  the  basis  for  identifying  opportunities,  formulating 
policy  alternatives,  and  taking  action  with  regard  to  the  nsnagemoot,  or- 
ganization, and  operation  of  activities  designed  to  achieve  the  mission/ 
function  covered  by  the  measure. 

There  are  b3  performance  measures  included  in  the  summary  plan.  Thame 
are  considered  the  minimum  essential  to  provide  adequate  coverage  of  key 
areas  that  contribute  to  a meaningful  evaluation.  An  additional  25  per- 
formance measures  are  ’i Caine <5  in  Appendixes  A,  B,  C,  i),  and  E which  arc 
the  detailed  assessment  plans  for  each  commend  or  agency.  These  abhe. 
measures  would  provide  important  complementary  support  for  the  assessment 
but  also  would  require  a larger  investment  of  resources  for  the  evaluation. 
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Table  I 

EVALUATION  PLA.1  SHKAt'Y 


V lIIi  n v*Dl*t*i  f*m  nm!  Iwc  mv* 


IU»l&v  : „ iWHCT  Jflfc  Mftwnf 

sfc  mi»  *1  m«w,  jMij^  ri  wm>  »-»c  so  ftMU  it*M  UC^t  n»e 
K«c«>«rrN  U (aUt  l*M  1M  M j*+*h 

%««lf  («  >«f  Ul  fM‘  ft*V  «l«l  W<*N1  /UAlw. 

an'tll  W»  »borc*f»*  c^saxiM  k*  Uatalai  *4a  (t»  fr«|r«KH 
a>^«*W  M NDB . 

n**  »l  cwv«»»  4*'.  If  $c*um1/AT(  Itt  irslAlK*  lv«4»  (M  m* 

rUJW 

|M  JP9r<«*Bt  o*  »t«4rtll  IM  *at?«*IW4  tft 

tk*  *N(ft  iwct  Hi  •!«!«««  e!  'Vm  i«.wl  trv*lt<(li»iaC  tWl> 
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m4  «W  fo«t  UTi  Mrflia  •ea^«arteir«  * ;o  iS»  (wla  1*» * 1 
Aulkonierf  IWk  •(  lTHfik)  f^r  tiara  «*  1 1 «1 1 t *a  . 
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Table  I (com  imird) 


turn* r*  *m4  Br»»itrt» 
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» ■—,!  1/  kvMttM  Iwl  W •(-  hlauc  iwnwftwio 
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ApiMndlw*  A through  F include  the  following  detailed  tffonntian  on 
e*d  ptrfof»ne«  Mwurr:  a full  dtscriptloo  of  the  manure , supporting 

data  tUHroti,  date  sources,  current  reporting  ecataa,  the  recommded 
collection  frequency  to  support  the  evaluation,  end  suggested  analytical 
procedures.  Appendix  F contains  a discussion  of  data  collection  including 
saaple  surveys  nod  their  techniques  and  Uni  r sc  ions.  Appendix  C provides 
discussions  end  esnapls*  of  analytical  techniques  to  be  used  in  support 
of  the  plan. 

While  oust  of  the  recast  eded  Measure*  ate  quantitative  in  nature,, 
ttoa  plan  does  not  ottenpt  to  aggregate  the  various  kinds  of  information 
into  a single  wrote  oC  effectiveness.  this  is  not  practical  due  to  the 
magnitude  mil  breadth  of  the  activities  covered.  Moreover,  i t is  not 
compatible  with  the  use  of  ch*  evaluation  p'on  as  « naans  for  tailoring 
ongoing  operaticsT,. 

topor'.lng  frequency 

About  bfe  percent  of  the  essential  measures  ore  based  on  the  reporting 
of  dart'  on  an  annual  basis.  Two  related  to  Reserve  Component*  support 
are  onc-tinr  ntasures  unless  the  ini  r ial  results  indicate  the  need  for 

felloe-on  evaluations.  Except  for  these  two,  data  collection  should 

_ . . . ...  * 

r.'jveif  si  i#Mt  tvs'  years.  It  ts  pcMtaii  le  thsr  the  Director  ot  nonage  mm  k . 

Off  l re  of  tht  Ch' ef  of  Staff.  United  States  irey,  will  choose  to  use  ] 

te  en!  of  the  indicators  as  « permanent  aeons  of  tracking  operations  In 
c-  -dar  to  identify  opportunities  for  ian*\>veaents. 

Vi  -leal  year  19/5  data  should  be  used  for  the  first  iteration  of  the 
evaluation  p lm  with  r>. . d«ta  collection  before  .<anuary  1975.  This  schedule 

j 

i*  gsrara.'l y r.'vpr  tibia  with  the  tines  far  measure  established  in  tin  inde- 

2 I 

pendent  stud",  ponsored  by  the  !s»d«  stria!  College  of  tne  Anted  Force*.  ] 

The  schedule  also  allows  sap  Jr?  tins,  for  final  selection  of  measures,  desig- 
racion  of  per#«w*i  to  conduct  the  evaluation,  and  finclixation  of  inte- 
grated procedures  baaed  on  using  this  plan  and  other  neons  for  the  full 
assessment  of  effectiveness. 

^LTC  Newell  Vinson,  USA,  A Delphi  Study : Assessing  Amy  Reorganisa- 

tion - COMUS  -73,  l CAF , 10  dime  iq"74. 
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Unwin  of  Effort 

For  putpoMs  of  thU  emliM(iui)  pltA,  lml»  of  effort  an  defined 
««  tollmn: 

a Hlniraua  - less  that  2 tedwical  waMnsicha  (TMO> 

a tto&rete  - 2 to  ft  TIW. 

• Substantial  - oat  6 TIM. 

ApptoxlHUlT  76  ptreati  of  the  taco—wtiltJ  eaaaetial  petioraacic* 
«Mum  are  •stiwatad  to  rtputlc  Minimal  lew)*  of  effort.  Thi » 1*  pc«- 
• ibl«  hftcsuM  of  tint  ready  availability  of  the  supporting  data  el«ent*. 
(inly  7 MMurei  arc  c»tla>t*d  to  ttqvin  tubctettial  ef forte.  In  each 
caw  the  lnportatc*  of  the  Measure  It  viand  to  justify  the  ewaourue  *n-- 
pvaditun  raiulnd. 

Pn-lhotMaiMtioia  Coftarlaona 

The  evaluation  plan  simuy  include*  m indication  of  the  validity 
of  each  of  the  performance  wesut  ^ for  Making  ccapiri^w*  with  pnetor- 
ganisacioo  periomne*.  As  indi  ..  tad  earlier,  peat  {artoraraev  under  the 
fonaar  organisational  (raaMcti  ia  not  the  proper  batelia*  for  an  evalua- 
tion that  la  priearilv  concerned  with  ; tetiveaea*  now  md  in  the  future. 
On  :)(»  other  hand,  it  coaparlaona  with  the  pant  are  deal  red,  the  pwaai- 
blllty  8ti«u  lot  several  areas  as  indicated  in  Table  l. 

USES  OF  THE  EVALUATION  FLAM 

This  wweacant  plan  wa*  specifically  designed  to  have  several  uses. 
These  include: 

a To  provide  a substantive  indication  of  the  effectiveness  of  the 
Any  in  its  re^rganiaed  forte. 

a To  provide  HQ  DA  and  various  Arzr-  levels  with  key  indicators  of 
the  on~go:la£  effectiveness  of  the  Arsy  k perforating  its  Missions  and 
fuacciona. 

a To  serve  m a foundation  lor  taking  corrective  action*  in  response 
to  deficiencies  in  A.  my  performoe  or  changes  in  th^  Amy's  o>pc.  at  tonal 
environment. 


i* 


t 
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Ur:«ilcd  coonand/^my  reviews  <m  a lask-by -task  b«iis  during  the 
phurd  development  of  the  (valuation  plan  helped  to  Insure  the 
utility-  During  th«»i;  reviews  ['articular  ewph.sHls  was  placed  on  the: 

« Cowp  re  he  nalven  >.*$*«  of  coverage,  including  organ  1 xst  tonal  changes  , 
resulting  interne tiona,  and  ar?«*  for  ieauurcapn!  versus  tcsmuurcd/agenry 
missions. 

0 Val  1 di  ty,  measurabi  J ity  reliability,  and  comprehensi v ness  of 
the  associated  performance  sukuicr. 

the  utility  of  the  evaluation  plan  to  measure  the  accomplishment  of  the 
Rs- organ i sac  too  goals  is  demon st  rated  in  Appendix  I.  Ussng  informally  col- 
lected data  to  test  selected  performrcnee  Measures,  a preliminary  asseas- 
ncn>  is  developed.  These  data  are  supplemented  by  information  gained  by 
the  studv  team  through  interviews,  briefings,  and  discussions  during  Its 
contacts  with  over  MX)  rep  re  sent  at  lvcs  of  the  ronuuids  and  agencies 
involved. 

LIMITS  OF  TMF.  PLAN 

Although  highly  versatile  in  its  use.  there  are  also  limitations  to 
this  plan.  Principal  among  these  are: 

• The  several  external  variables  that  can  affect  the  performance  or 
each  command  and  agency.  The  organisations  whose  performance  is  to  hr 
evaluated  can  not,  lor  example.  control  changes  in  Congressional  or  DOD 
policies  and  resource  decisions.  Detailed  lints  of  such  variables  as  they 
affect  each  of  the  commands  and  agencies  are  found  in  Annexes  A. 2,  E.2, 

C. 2,  D.2,  and  E.2. 

• The  narrow  scope  of  the  p’an,  focusing  on  only  rive  of  the  commands 
and  agencies  affected  by  the  Reorganisation  of  1973.  This  has  meant  that 
t.h«  plan  could  not  address  fully  the  crucial  issues  of  the  interactions  and 
interrelationships  between  the  affected  organisations  and  other  coamdt, 
agencies,  and  offices.  For  exasple,  both  readiness  and  training  ere  sub- 
ject to  sany  factors  determined  at  HQ  DA  and  AHC.  Isoues  such  as  personnel 
policy  fortulation  and  operation  of  the  wholesale  supply  systems  were  not 
included.  Inevitably,  the  scope  of  the  plan  neglects  some  key  aspects  of 
Army  operations. 


1!> 


• The  conciseness  t.w  plan,  providing  key  jwricrwaBC*  wccitros 

rtlh«r  than  a dtmcripdon  oi  turn  total  system.  Cone lswnesm  is  a Major 
virtue  of  the  evaluation  plan  in  that  it  permits  Amy  managers  to  pinpoint 
trends  in  areas  of  iu|or  concern  without  a large  expenditure  of  tine  and 
rasourew*.  But  conciseness  haa  it*  limitation*.  Principally,  thi*  evtama 
t'.iet  the  information  provided  by  the  plan  will  not  always  contain  final 
answers.  The  Information  f sequent  ly  must  be  interpreted  within  the  context 
of  current  uaandj  end  situations  affecting  the  ability  of  the  various 
coctundi  and  agencies  to  m desired.  While  the  performance  measures 

reflect  the  most  isportmut  and  significant  aspects  of  organ ixati one 1 par- 
fortaanoe  (within  the  limits  noted  here),  they  do  not  always  provide  de- 
finitive indications  of  the  effectiveness  of  performance.  Rather  they 
point  to  area*  where  further  invest i gat i ext  may  be  required,  where  modifi- 
cations in  operating  procedures  say  be  considered,  mad  where  future,  more 
detailed,  evaluation  efforts  may  be  directed. 

POTENTIAL  EXTENSIONS  0?  THE  PLAN 

Any  decision  to  actively  assess  performance  involves  a resource  allo- 
cation decision  clang  with  a decision  regarding  the  necessity  of  the  is- 
sessment  information  involved.  Therefore,  the  decision  ox  whether  or  not 
to  extend  this  plan  to  include  additional  nisy  iutitim  aud/ut  asssurts 
must  be  made  by  weighing  the  potential  value  of  information  to  be  obtained 
from  assessment  activities  against  the  resources  required  to  implement 
thosi  activities.  The  proposed/present  performance  measures  are  all  viewed 
os  having  high  utility.  Close  attention  was  paid  to  the  resource  require- 
ments of  the  measures,  resulting  in  an  evaluation  plan  utilising  existing 
reporting  systems  wherever  possible.  If  the  intended  benefits  of  improved 
management  capability  are  realised  and  extension  of  this  evaluation  plan 
is  desired.  Army  managers  will  want  t j consider  two  other  areas: 

• The  measurement  and  assessment  of  the  performance  of  Arvy  entities 
not  presently  included  in  the  assessment  plan. 

a The  development  of  additional  performance  measures  to  supplement 
the  proposed  performance  Tensures,  particularly  in  the  areas  of  individual 
training,  combat  mod  force  developments,  and  unit  training. 


16 


SUMMARY 

During  vlsU.ii  to  the  ciMR^ndt  ^ml  »(jvm  Involved  In  thin  cvsiustion 
pi, mm,  it  nu  obvious  that  they  «re  deeply  concerned  «nd  hard  at  work  in 
daw*  lop  inf;  wans  to  w«»ut’c  their  own  effectiveness.  This  proposed  eval- 
uation plan  will  be  « vaiuahio  aid  to  them  in  addition  to  providing  the 
Army  Stall  with  its  own  set  of  watfuies  for  a valid,  economic  assessment 
of  the  effectiveness  of  the  major  portion  of  the  CONUS  Reorganlr «tion  19/1. 
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